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As Head of Web Services for
the University of Louisville Libraries, I oversee the entire
University Libraries’ public
web presence. My main responsibility is maintaining the
public website. A lot of our site
is in the LibGuides Content
Management System (CMS).
But we also have several
homegrown projects I oversee
in terms of web design and
coding – from our digital collections, and oral histories, to numerous vendor products that allow for logo and branding customizations. I also administer the systems for various web functions including room reservations, library hours, web forms, etc. [click]
I’ve been working in this position for 15 years now. [click] When I started, I had exactly zero direct reports. [click] Even now I have just 70% of one programmer and a student assistant.
In LibGuides alone, 56 people (besides me) have accounts to edit something on the site. I only
officially supervise one of them. So, how do I make that work? How do I get people to follow my
lead when they don’t report to me. How do I develop and maintain a quality web presence with
this distributed work model? That is the focus of this presentation. [click]

As Head of Web Services, I oversee the Web Management
Team and a group of ADA responders. [click]
The Web Management Team
was created to bring together
people from different areas of
the libraries who have a vested
interest in our web presence.
This gives us a forum for discussing issues, products, and

decisions. And these representatives help to build trust in the Office of Web Services as being
respectful colleagues who acknowledge the subject expertise and skills that other parts of the
organization bring to the table to improve our web content and design. It’s a good mechanism
for balancing the needs of units across a large organization. The members also serve as a conduit for dispersing info back to the units. And this can create a good flow of information and
allows different perspectives to be expressed in our discussions.
WMT meets monthly – sometimes having discussions and making decisions by email. [click]
Our ADA responders are representatives in each unit who help us keep our site compliant with
the Americans with Disabilities Act which requires schools receiving federal funds to make their
websites meet certain accessibility guidelines. Some of these are the same people as the WMT
rep, but some units appointed someone else to this job. Since PDFs represented a particular
pain point for our content providers, having someone in their unit be a local expert on PDF accessibility gives them someone to lean on when they need a PDF added. It’s a lot easier to keep
7 people up to date on how to make PDFs accessible than it is to try to keep 56 people up to
date. If you have one person in each unit doing it regularly – they keep their skills sharper than,
say, someone who does it once a year. [click]
Communication is the single
most important aspect of keeping the web site running well.
While the web site is communication to the public – as web
managers we need to build
good internal communications
between individual editors and
the WMT, between units and
their reps. It’s just key to the

whole enterprise. We take a multi-modal approach to internal communication – using different
methods of reaching people and reinforcing messages – the most important of which is that
there is a person that can help them when they have questions.
Some of these methods overlap, but let’s start with Resource Documentation [click]

I’ve created several resources for our web content creators.
Shared resources – LibGuide devoted to some of the most popular content – search boxes,
links, etc. that can be reused throughout the site. Particularly for search boxes, this ensures
that these elements work throughout the site and reduces labor for individual editors when the
search syntax needs to change.
Accessible Web Sites – guide talks about the most common accessibility issues and how to
correct them.
Brand Guidelines – talks about the University’s brand and how we apply it on our site. I’m going to talk more about this is a minute
Elements –shows our content creators different HTML elements and how they appear on our
site.
Creating the right resources for your people requires that you actually ask them what they
need and pay attention to what is causing them frustration. For example, the Elements guide
shows them examples of how to include an image with a caption that’s nicely spaced with surrounding text. Finding these trouble spots and creating easy procedures for how to get your
content looking good is another way that you can build trust in your organization – which goes
a long way when you need them to do something for you.
Going back to our multi-modal communication schema

These trouble spots and the solutions you come up with are one
of the things you can communicate – via posts on the Intranet

Whenever we have a new tool, or
I see an issue that multiple people are having, I write a post for
the WMT Intranet – an easy place
for people to go to find notes and
documentation all in one place.
[Return to communication slide]

But I also don’t assume that people are going to the Intranet. I’ll
also send out emails to the people affected. For example, when a
new employee comes on-board,
I’ll send them an email telling
them about their Personnel Directory entry and how to edit it. The
sub-text of that email is “Hello, I’m
here to help you. This is the person you contact about web issues.”
These last three bubbles are various approaches to training – initial training for new web editors, ongoing training including advanced applications, and I also do individual consultations on
how to fix certain problems or on developing unique content into a design that really pops.
These are all ways to communicate info about the web to the entire organization.

Working specifically with content
creators, you want to inspire them
to do good work and part of that is
acting like a good supervisor…
[click] even when you’re not their
supervisor.

•

Be consistent in following the guidelines.

•

Communicate proactively.

•

Value their expertise.

•

Explain the “why” behind your decisions.

•

You want to model the behavior you want from others:

•

Respond to their questions in a
timely manner

I’ve found it helpful to couch issues in if – then statements.
Ex.: If you underline text for emphasis, then the user may click on it thinking it’s a link and get
frustrated.

Give them options so they feel they have some control over the pages they’ve built:
Ex. Your page does not meet accessibility guidelines. Option 1: We can unpublish the page until
you have time to get it fixed, or Option 2: I can fix the issues now and you can continue to use
the page with your classes.
Empower them by providing training they need and advocating for them to the administration,
so they have the tools they need. [click]

One of the things that I did to
empower the Web Management Team and to create
team cohesion is that I dedicated part of a few meetings
to defining our Core Values
for the team. And we produced this statement about
who we are and how we
work.

One of the reasons we did this, was because it was one of those rocky times that organizations
sometimes have. There was a lot of anxiety and territoriality and back chat. All the stuff that
people don’t usually come right out and say in a meeting, but affects how you work with people
from other units.
By talking about what we hoped our team would be doing and how it would work, we set this
clear message of who we are as a team, and it really helped to cement this group in a positive
relationship. Whatever was going on elsewhere, people knew they could come to this meeting
and be treated with respect and work toward a common goal.

So doing what you can to improve morale is going to make
people more likely to want to
work with you and less likely to
take a “you’re not my boss and
you can’t make me” stance.
So how do you get through when
people are resistant:
Look for common ground. This is
what we were doing when we
wrote our core values. It gave us an opportunity to share what we each thought was important.
One thing we all shared was that we wanted to put the user first in all considerations for how
we develop the website. That user-focus brings us together even if each unit’s users vary.
Show your editors how doing good work on the website is good for them professionally. Talk
them up to their supervisors and others when they do well. Offer them opportunities to coauthor or co-present on web projects.

Ex. Citizen Literacy –Rob Detmering and Amber Willenborg from our Research Assistance and
Instruction department created excellent content on information skills for interpreting news
and participating in a democracy. And they came to me to work on a design that would make
the content resonate with users. And it has. Other libraries and teachers are now using that
content in their courses and Rob and Amber have been able to present on their project at professional meetings.
A couple areas presented challenges for us: one was getting folks to use the brand consistently
and the other was keeping up with accessibility. [click]

Before I became Head of Web
Services, our website was kind of
the wild west of web spaces. Anyone who had any level of web skill
was creating content and it all
looked different. You’d go from
one page to another and have no
idea that these two pages were
from the same organization. Getting people to get on board was
process. Some approaches that
moved us along in the direction of

providing a more cohesive site included: [click]
Focusing on the user – sticking to a brand makes it easier for users to find the info they’re
looking for. If they maneuver through the site, encountering different fonts, colors, layouts,
each time they go to a new page – that takes a little more effort for their brains to process how
that new page is organized. Part of good web design is reducing that cognitive friction. Brand
settings help with that. If your logo is always in the upper left, and the colors and font are consistent, the users can focus their mental energy on the content – what is new and interesting on
this page, rather than on adjusting to new elements. Articulating this to your content producers
is key to getting them on brand. [click]
Make it easy to be on brand. Doing this on the website has a definite advantage than say
making sure everybody’s print literature is on brand. Online we can set up the brand elements
using stylesheets and templates that apply across the entire site. If these are well-thought out
and implemented, it makes it possible for people to enter their content without ever having to
think about the brand. In fact, they need to put extra effort into overriding the stylesheets if
they’re going to break with the brand. [click]
Have written guidelines and follow them. Just like policies for library users, having something written to refer to lets your content creators know that you’re not singling them out unfairly – this is the policy for how we create web pages and it applies to everyone. [click]
Help them out. Offer alternative ways to emphasize content or make it unique without breaking the brand or accessibility guidelines.

Accessibility was another
area that presented challenges for us and some of
the techniques we used to
address it were:
Providing them the tools
they need – I recommend
that people check their
pages with WAVE. Even
though we use a SortSite
for the official checks and
monthly issues reports.
WAVE is actually much easier for them to use and helps them catch the most common errors.
[click]
Training and ongoing communication – on common issues. [click]
Documentation – we have a website they can check if they forget how to fix something. It provides examples and shows how to fix common errors. At the very least, they know there’s a resource available to them whenever they need it. [click]
Accessibility Representatives from each unit – I run a monthly accessibility report and parse
it out to the unit reps. They receive the monthly issues report and I leave it up to them how
they deal with it. IE. fix all the issues themselves or refer them on to the page creators. I just ask
them to report back when the issues are fixed. They also act as a local expert – someone people in the unit can contact for help without feeling they have to “bother” the Head of Web Services.
A method for getting people on board with fixing accessibility issues is to [click]

… Cite a Higher Authority
In truly resistant cases, citing a
higher authority can help.
Sometimes you’ll just get
someone who tells you “I don’t
have time for that and I’m not
going to do it.”
I have faced that on occasion
and sometimes I’ve needed to
frame the “request” to follow
the brand or fix an ADA issue

in terms of a higher authority and the potential consequences of not making the changes provide the motivation necessary.
For example, we are legally required by the federal government to provide accessible pages.
Putting this in the If / Then parlance:
If our pages are not accessible, then the University will be sued.
You don’t need to cite the highest authority all the time. Sometimes you just need to cite the
next highest authority. This is one of the side benefits of having a Web Management Team or
an Accessibility Representative. Those representatives can cite me as the higher authority –
“The Head of Web Services or the web guidelines say this is how we have to do it.” Then the
content editor can complain to the rep and the rep can commiserate with them – and the work
gets done.
All of this just ties into explaining the “why” behind your decisions. It just helps to have laws,
guidelines, or some other higher authority to reference and give your decisions validity in the
eyes of the librarians acting as content providers.

